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The focus of this paper is to discuss the assessment of
the productivity of a social worker as a basis for
evaluating the performance of a voluntary agency in Hong
Kong. Some literatures on the past evaluation models
have been discussed. The present situation of the
voluntary agencies in Hong Kong has been mentioned. And
finally, a more systematic approach, Evaluation by
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Social services have been in Hong Kong for many years.
Before any well-established organizations had been
formed, most of the services were provided by the
religious groups and some associations voluntarily.
Because of that, they were known as voluntary groups.
In the early ages, the task of these voluntary
groups was simple such as providing food and shelters.
The major source of funds came from overseas donation.
Since the World War II, a large number of refugees came
to Hong Kong. Because of the changing needs in society,
the voluntary agencies began to provide a more
comprehensive line of services including education.
In order to organize the different services, a
special committee was formed by the voluntary agencies
together. In 1947, this committee formally became The
Hong Kong Council of Social Service (HKCSS). It then
became a legal association in 1951. Since then, the Hong
Kong Government began to subsidize the voluntary
agencies. Nowadays, over 80 percent of the voluntary
agencies' expenditures are provided by the Social Welfare
Department. The remaining portion would depend on the
subsidies of The Hong Kong Community Chest and some
individual and private funds.
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As Hong Kong is becoming more prosperous, more
social problems arise. Every year a budget is announced
in the beginning of March by the Financial Secretary.
The subvention to the voluntary agencies only occupies a
small portion in the overall budget. As mentioned
before, agencies still have to rely on outside funding to
support their programs. Funds are limited but needs are
continuing. In order to gain enough funds, it is their
responsibilities to perform efficiently. It would also
be their responsibilities to provide good services to the
clients. Therefore, how to evaluate performance would
remain as a question among the voluntary agencies.
The Need for Performance Evaluation
Performance evaluation is necessary because of two
reasons. The first is to ensure that the funds allocated
to the voluntary agencies are properly spent. The second
is to ensure that the clients are properly served.
In Hong Kong, for the past ten financial years from
1977-78 to 1986-87, the government has spent around 32 to
45 percent of its total expenditures in social services.
(See Table 1) The social services include five
categories: education, medical, housing, social welfare,
and labor. The funds allocated to the Social Welfare
Department have, therefore, occupied only 4 to 5
percent. (See Table 2) Since the Social Welfare
Department itself provides a lot of welfare services to
the society, it could only distribute 16 to 18 percent of
the social welfare funds to the voluntary agencies. (See
Table 3) In other words, the subvention to the
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voluntary agencies occupied no more than 1 percent of the
total government expenditures. (See Table 4)
TABLE 1
SOCIAL SERVICES AS A PERCENTAGE OF
GOVERNMENT EXPENDITURES
(H.K.$ MILLION)
Financial Government Social Percentage
Year Expenditures Services
8,996.91977-78 3,729.8 41.46%
1978-79 11,090.1 4,572.7 41.23%
1979-80 13,872.3 5,737.4 41.36%
8, 367. 1 35.46%23,593.51980-81
36.72%27,778.2 10,199.91981-82





Source: Hong Kong Annual Digest of Statistics, 1987.
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Source: Hong Kong Annual Digest of Statistics, 1987.
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From the figures above, we see that the amount of
subvention to the voluntary agencies is comparatively low
in the overall government expenditures. Although that is
the case, the subvention is still the general public's
money. It is because almost 90 percent of the government
revenues come from taxpayers, both direct and indirect.
To be fair to the taxpayers, the voluntary agencies have
the responsibilities to manage their funds properly and
to spend every dollar in an appropriate manner.
The second reason is due to the welfare of the
clients and the stability of the society. The function
of the voluntary agencies, nowadays, is no longer to
provide food and shelters only. Since the intervention
of the government and the stability of the economy, the
picture of the social services has broadened. Today, the
voluntary agencies provide five main categories of
services: 1. family service and child care 2. children
and youth 3. services for elderly 4. rehabilitation
and 5. community development.
These functions include helping people in different
ways. The voluntary agencies have taken up the
responsibilities to improve the society and to help
reduce potential criminal affairs. For examples, through
the physical services, the poor in the society are well
treated. Through counselling, the behavior of the
problematic people may be changed.
Since the performance of the voluntary agencies
directly affects the security of the society, it is
important to have a good control. And only if
8
performance is evaluated, can we have an idea of what has
been done.
Problems in Performance Evaluation
Performance evaluation in voluntary agencies is important
but it is always a problem because agencies do not have a
quantitative objective like the business organizations.
Whatever industry a company is in, it is clear that it
wants to make money. No matter which method is used to
measure its performance, we can almost conclude that the
more money it earns, the more successful it is. Although
some other indicators, such as profit margin, market
share, or return on investment, can be used to measure a
company's success, most of the measurements in the
profit-making organizations can be represented by
numbers. The advantages of using numbers are obvious.
Numbers are objective, comparable and easily understood.
However, voluntary agencies are formed voluntarily
by people who want to help those in need without getting
anything back. The purpose is to provide the best
services to the clients. Since no monetary returns is
expected, how can we measure services? How can we
associate quantitative numbers with services? Therefore,
it would be difficult to apply the same measurements that
are used in business organizations. I t is difficult to
quantify the results and to use only quantitative
measurements. In other words, quantification of results
is the major blocking stone in performance measurement
and it is always the major problem in most of the
measurement methods.
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Another problem is the determination of the input
values. A social worker has to be responsible for many
cases or programs. So, how should we allocate the cost
that a social worker has spent on one single case or one
single program? What should we do with the overall
administration costs in a voluntary agency? How should
we associate dollar value to some of the nonmonetary
efforts such as a social worker's overtime work? All
these questions are difficult to answer and if we really
try to answer, we will easily fall into a trap of
subjectiveness.
When facing all the difficulties, would it mean
that nothing can be done to measure the efficiency and
effectiveness of what an agency does? If nothing is
measured, the standard of performance will be endangered
and the allocation of funds will have no guidelines to
follow.
Objective of the Paper
The purpose of this paper would focus on the discussion
of performance evaluation in voluntary agencies in Hong
Kong. Voluntary agencies are nonprofit organizations
with a major task to provide social services. Since
voluntary agencies rely much on the social workers to
perform the front line tasks, the performance of a
voluntary agency depends heavily on the social workers
performance. In this paper, I would therefore measure a
social worker's productivity as a basis for evaluating an
agency's performance. In doing so, I have consolidated
the suggestions of evaluation techniques in the past and
8
then suggest a more systematic approach, Evaluation by
Task, for the situation in Hong Kong.
There are five chapters altogether in this paper.
In Chapter I, I have introduced the brief history of the
formation of the voluntary agencies in Hong Kong. Also,
I have discussed the importance and some of the
difficulties of performance evaluation. Chapter II will
be a discussion on some of the practices that have been
suggested to evaluate performance in the past few
decades. I will give a general description on each one
of them and also the common problems that encountered in
implementation. The practices of the voluntary agencies
in Hong Kong will be given in Chapter III. This may help
us understand more about the present situation. Chapter
IV would introduce the evaluation method, Evaluation by
Task, to measure the performance of a social worker.
Details of the process and some considerations will be
described. The final Chapter will be a conclusion.
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CHAPTER II
GENERAL PRACTICES OF PERFORMANCE EVALUATION
SOME DEFINITIONS
Before we discuss some of the evaluation techniques that
have been implemented in the past, we should have an
understanding of what we mean by performance evaluation.
According to Agarwala-Rogers and Alexander,
evaluation is a type of research activity
conducted to determine the effects of an
organization's plans, existing or potential
programs, or activities on direct participants.
In our context, evaluation would mean a method used
by the management or the supervisors of an agency to
assess the performance of the subordinates. It would act
as a guideline for action and a control for improvement.
In defining performance, we would take the
definitions suggested by Rino Patti. In his article, In
Search of Purpose for Social Welfare Administration,
Patti mentioned four dimensions of performance:
First, is an area of performance concerned
with how much an agency does, at what cost,
and for whom. The second category of
performance has to do with the acquisition of
resources from the agency's environment in the
service of growth or program development. The
third area of performance can be characterized
as the satisfaction/ involvement of
organizational members. The fourth area of
performance 2 .might be called service
effectiveness.2
In his first dimension of performance, Patti is
concerned with the productivity and efficiency.
10
Productivity means the relationship between the output and
the input. In the context of social agencies, output is
the result and the input is the cost. If an activity can
give a satisfactory result concerning with the related
cost, we would conclude that it is efficient.
The second dimension is concerned with the ability
to acquire funding support. The better record that an
agency has, the easier it will get support from the
public.
The third aspect is concerned with the employees'
attitudes. Although control is important, good
performance relies a lot on the employees' own attitudes.
The more positive the employees' attitudes are, the better
the performance we can expect.
The last one is dealing with the service quality.
If the quality is satisfactory in meeting the standards of
performance, the service is effective. This one is simple
to understand but it is also the most difficult to
achieve.
Performance Evaluation from 1920s to 1980s
Performance evaluation is never an easy task in the scope
of social services but its importance has never been
denied. Up till now, people are still searching for a
good measurement.
Most of the evaluation systems suggested for the
nonprofit organizations in the past originated from the
government agencies. The focus is on how to allocate the
available resources to different government projects and
therefore most of them are budgeting techniques. Each of
11
them has its advantages as well as disadvantages. As
time goes on, some of the methods have incorporated the
concepts of the earlier developments. Below is the list
of the different means that have been used to manage the




4. Planning, Programming and Budgeting System (PPBS)
5. Management by Objectives (MBO)
6. Benefit-Cost Analysis
7. Zero-Based Budgeting (ZBB) and
8. Planned Incremental Package Evaluation System (PIPES).
Line-Item Budgeting
Line-items are the resources that are needed to carry out
a program. These may include the personnel as well as
the material. In short, they are the objects of
expenditure.
Before the Hoover Commission in 1949,
appropriations of funds for many federal agencies were on
an object basis. That was to finance each individual
program with several appropriations for such objects as
salaries, fuel and travel. Each appropriation was
controlled by a central, official.
Objects of expenditure are important in budgeting
because they form a basis for judging whether the
expenditures spent on a program are enough or
appropriate. This is essential because it can help to
reduce wastages of resources. However, line-item
12
budgeting is a highly centralized method. Flexibility of
low-level management is restricted by the control of
high-level management. Also, every program has to report




The basic concept of program budgeting is to relate the
cost to the service or program that is to be
accomplished. There are two features in the process of
budgeting. The primary feature is to prepare program
packages which are used to clarify what services are to
be provided. A companion feature would be the resources
that are needed to achieve those programs.
Although the term program budgeting was first
introduced by the Hoover Commission in 1949, the basic
concept had been used by the U.S. Department of
Agriculture since the 1920s. The idea of program
budgeting was applied in some federal projects and was
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later incorporated in PPBS.
In his article, A Study of a Program Budget for a
Small City, Charles Lawrence presented the application
of program budget concepts to the Indian City. Lawrence
used the Indian City police department as an example to
illustrate the process and the results of program
budgeting. He suggested two steps:
1. to identify objectives useful to or desired by the
recipients within each program budget category, and
2. to search for a measure of the effectiveness of the
use of funds under each program.
18
Lawrence admitted that it was difficult to have
available staff who could formulate the expenditures in a
program pattern but he thought that it was important to
report the uses of funds in a clear manner. This could
evoke the understanding and support from the citizens who
were the major contributors of funds. In summary, he was
in favor of the program budgeting because it could help
a
improve the operation of the local government-
However, his suggestion was opposed by Jonathan A.
Cunitz several months later. Cunitz raised up the
difficulty of establishing objectives for each program
category in reality because objectives are strongly
influenced by political motivations, which change all too
6
rapidly. Cunitz further said that it would be
frustrating to relate the objectives with dollars and it
was also difficult to collect valid data to measure the
7
effectiveness of each program.
Performance Budgeting
Performance budgeting, according to Verne B. Lewis, is a
budgeting system based on the concept of efficiency,
which aims to maximize the quantity of outputs for a
8
given quantity of inputs.
Kavasseri V. Ramanathan, in his book, Manag.n nt
Control in Nonprofit Organizations, has further
elaborated the concept of performance budgeting by
responsibility centers. Each responsibility center, or
individual employee, is responsible for the level of
outcome and the resources to meet that level of outcome.
Any deviations of outcome from budget will be studied and
14
control actions will be taken. The purpose is to prevent
9
the deviations from recurring.
In this case, performance budgeting is only
concerned with data that can support the input costs and
the output values. Any data related to the aspect of
effectiveness has been ignored. Moreover, we should
consider different alternatives in performing a social
service. A program is only worth its cost if it can be
achieved for less.
Planning, Programming and Budgeting System
The Planning, Programming and Budgeting System (PPBS) is
another budgeting technique that emerged in the
government sector. According to the United Way of
America, the process of PPBS can be grouped in the
following way:
A. Planning
1. Develop budgetary guidelines
2. Identify and define goals
3. Develop needed information
B. Programming
1. Examine current programs
2. Analyze feasible alternatives
3. Define desired program changes
C. Budgeting
1. Specify needed financial support
2. Review budget requests
3. Modify budget 10
4. Allocate funds.
The emergence of PPBS is mainly due to two
reasons. The first Js the scarce resources of the
government. In order to compete for resources, the
government officials have to choose those programs that
can contribute to the national goals and also execute
those programs efficiently and effectively. The second
is the lack of an automatic regulator that can tell the
19
officials whether the programs are efficient and
effective. In business organizations, profits and
competition serve as a feedback for management but in
11
government, a tool is needed for decision-making.
Therefore, in August, 1965, PPBS was formally
launched by President Lyndon B. Johnson. All government
agencies in the U.S.A. were requested to adopt this
12
system in planning their programs.
In addition to the outline of PPBS above, there are
five elements in the actual implementation:
1. to specify and analyze the basic objectives of each
program so that each agency may know what it really wants
to accomplish
2. to analyze the outputs of each program in terms of the
objectives
3. to calculate all the costs in achieving the program.
This includes the initial cost in the first year as well
as the costs in the following years
4. to search for alternative programs which may have the
greatest effectiveness to achieve the objectives or to
achieve at the least cost and
5. to establish PPBS throughout the government agencies
in a systematic way so that more budgetary decisions
13
follow this kind of analysis.
Two aspects should be considered in formulating
PPBS. The first aspect is concerned with the heavy
emphasis on planning ahead. Schultze describes it as
forward programming. This means that it is not just
planning programs for one single year but even five to
18
ten years. The purpose is to justify the budget in the
context of forward planning toward the basic objective.
The forward planning only serves as a means for making
current decision, not as an early commitment for future
14
actions.
Another aspect is concerned with a systematic
analysis of program proposals and decisions. This
analysis is not necessarily quantitative and it aims to
identify the underlying assumptions upon which
alternative activities rest. The systematic analysis is
also used to trace out the results and the costs of each
15
alternative so that decision can be made.
PPBS is helpful in program evaluation since a long
term planning and a detailed analysis are required but in
reality, it is difficult to have every program being
backed up by an analysis. Also, it is difficult to
obtain relevant data and to define the results of the
programs in concrete and specific ways.
Management by Objectives
Management by Objectives (MBO), as defined by Dale D.
McConkey, is a systems approach to managing an
organization. MBO can be adopted by any type of
organization as long as it has a mission to fulfill. The
type of mission for each organization may differ from
each other but the components in the system are the
same. I t should be composed of five elements: 1.
objectives 2. plans 3. managerial directions and
16
actions 4. control and 5. feedback.
Unlike PPBS, the concept of MBO originated from the
17
business community. It was first applied by the DuPont
Company after World War I, and was used by the General
17
Motors in the mid-1920s. However, it was Peter
Drucker who first introduced the utilization of
objectives as the basis for management in his book, T i
Practice of Management, in 1954. Drucker emphasized
teamwork and the commitment of individuals toward a
common goal. MBO was further introduced and developed by
18
other scholars in the following years.
With the decline of PPBS, MBO emerged in the
government agencies in the 1970s. On April 18, 1973,
President Nixon wrote a letter to twenty-one federal
agencies, asking them to emphasize on the results of
their activities. MBO, therefore, became a new tool for
managing government programs in the fiscal year 1974_
However, each government agency was allowed to remain its
flexibility in developing its MBO system under a
different label, such as Operational Planning System for
Department of Health, Education, and Welfare, and Major
19
Program Goals for Department of Commerce.
Similar to PPBS, MBO is composed of several steps:
1. to establish objectives which must be specific and
measurable so that that they can provide directions to
management of what should be accomplished when should be
accomplished and who should accomplish
2. to develop concrete action plans for accomplishing the
objectives. The plans should be justified for
reasonableness and different alternatives should be
considered
18
3. to give proper direction and take actions. The
management has to organize, communicate, motivate,
coordinate and develop subordinates to carry out the
plans
4. to establish a specific control which is tailored to
measure the particular objective. The control should
include the method of measuring and the frequency and
5. to send the right information to the right person for
20
measuring the results.
One of the most important concerns of MBO is to
encourage the participation of all members in an agency
to set objectives together. MBO believes that the
involvement of the employees can improve their
performance. However, several major pitfalls in MBO have
to be considered carefully. First, the overemphasis of
objectives often leads the management and the
subordinates to come up with a list of objectives without
using them as a guide to actions. Second, the management
fails to rank the objectives in priority order. They
lose sight of what should be done first. Third, the
overemphasis on short-term objectives has failed to meet
the long-term needs. Fourth, the numbers trap might lead
the agency to lose sight of its real purpose-- to
provide better services. While the top people ask for




As the name suggested, benefit-cost analysis is a method
for evaluating activities, not only social programs but
19
also business activities. It is to analyze the benefit
and the cost that are associated with that particular
activity and it can also be used to compare the benefits
22
and the costs of alternative activities.
The application of the concept of this systematic
analysis can be dated back to 1699 when Sir William Petty
calculated the capital value of each capita for the
English population. The concept was further used by Max
Von Pettenkoffer to discuss the benefits obtained from
the public health programs and the costs at the end of
the nineteenth century. Although no formal utilization
of benefit-cost analysis was introduced in the government
agencies, the concept is incorporated in most of the
23
budgeting techniques.
How to value the benefit and determine the cost are
the major concerns with the benefit-cost analysis.
Stanley Masters and his colleagues suggested a way in
doing the analysis:
1. to identify the goal of the program
2. to develop a methodology which is used to evaluate the
extent of accomplishing the specified goal
3. to translate the benefits obtained to the same
denominator in order to sum up all the benefits together,
providing a comparative ground for the costs involved
and
4. to include all the expenditures into the cost of the
activity. This may include the opportunity costs that
24
are foregone by the participants.
To present a 'clear picture of the analysis, a ratio
25
(Z) as suggested by Knobel and Longest is used to help
the decision-makers:
Z= present value of benefits/ present value of costs
If the ratio is greater than one. it would mean
that the program is worth taking. Any program with a
higher ratio would be preferred to others with lower
ratio. Therefore, questions of efficiency and
25
effectiveness are answered.
Valuation is a major issue in benefit-cost analysis
but it is also the problem matter. Several limitations
should be considered. First, the different treatment of
time in valuing costs and benefits may limit the
comparability. Therefore, it is important to discount
the future benefits and the related costs back to the
present. But, it would not be an easy task in reality.
Second, since there is no readily market values to be
assigned to the benefit, it is difficult to determine the
26
total benefit from an activity. Third, the analysis
tries to include all the possible factors but it still
remains the necessity for the decision-makers to exercise
their own judgement in determining the factors. Fourth,
it is difficult to seek measures of effectiveness. We




Zero-base budgeting (ZBB) prepares budgets from a base of
nothing. It is a managerial process which considers
planning and budgeting together. Resources have to be
incorporated in developing plans. Organizational,
21
procedural and other operational factors have to be
controlled in preparing budgets. ZBB helps management
28
allocate resources to more effective functions.
ZBB has become more popular recently. However, it
has a long history since 1964 when it was first formally
used by the U.S. Department of Agriculture.
Unfortunately, it was not successful because the agencies
assumed that their programs were necessary and did not
follow the instructions in budgeting. Also, the initial
implementation created a lot of paper work. As a result,
ZBB was abandoned. Until 1969, problems arose in the
Texas Instruments' incremental budgeting procedures. The
failure experience led the management think of another
form of budgeting. And this brought to the
implementation of ZBB in the company's 1970 annual
budget. The benefits of the successful implementation
were recorded by Peter A. Phyrr in the November/December
issue of the Harvard $usines Review. Because of this
article, Phyrr was then offered a position in the Georgia
Bureau of the Budget by Jimmy Carter, the governor of
Georgia at that time. In 1972, Zero-base Budgeting was
formally introduced in Georgia. By then, ZBB is used in
other government agencies as well as some profit-making
29
corporations.
Two basic steps are involved in ZBB:
1. to develop decision packages and
30
2. to rank decision Packages.
As explained by Phyrr, a decision package describes
a specific function in such a manner that it will be
22
available for management evaluation and comparison. The
information contained in a decision package include the
purpose, consequences of not doing that function, the
measures of performance, alternative actions, and costs
and benefits. The ranking process will be done from the
lowest level to the top level of the organization. The
activity with the greatest benefit will be ranked at the
31
top of the list.
Since the formulation and the ranking of decision
packages are the elements that contribute to the success
of ZBB, good management and administration are
important. Similar to other budgeting systems, ZBB has
its own limitations. First, ZBB may require more time in
the initial implementation year. It may outweigh the
benefits. Second, ZBB may incur a larger expense than
other traditional budgeting process. Third, more paper
work is associated with ZBB than other conventional
budgeting techniques. Fourth, the possibility of
32
gamesmanship may lead to the failure of ZBB.
Planned Incremental Package Evaluation System
While ZBB begins with a zero, Planned Incremental Package
Evaluation System (PIPES) of budgeting suggests to start
from the past budget. In his article, Planned
Incremental Package Evaluation System, Udayan P. Rege
argues that budgeting is a continuous process and a
budget on an incremental basis can avoid the dilemma of
ZBB in justifying every item of expenditure. Rege
suggests to prepare the budget on an incremental basis




In PIPES, Rege has incorpora.ed the evaluation
procedures of PPBS. Four steps in applying PIPES:
1. to identify the objectives and translate them into
unit goals. For each unit goal, a. unit memorandum (UM)
will be prepared with full details of the activities
2. to develop unit programs (UP) which is consisted of
the basic and incremental budgets for each unit
3. to develop budget packages which is used to match the
cash inflows and outflows and to relate them to the
activities and
4. to assess unit services. That is to relate the actual
expenditures caused by the unit to the services
provided. This will be used as a basis for the next
34
period's budget.
Although PIPES seems to overcome the problem of
ZBB, it is difficult to associate the unit services with
dollar values.
Summary of Performance Evaluation
As the evaluation techniques evolve, more emphasis is put
on goal setting. Scholars find that a good result relies
on a concrete and specific objective. Only if an
objective is set clearly toward the agency's mission, can
actions be developed accordingly.
Also, the techniques are becoming more
comprehensive. They incorporate planning and budgeting
together as a system. Focus will not be on either
efficiency or effectiveness alone. The measurements have
changed from an object base to a program base.
24
Expenditures are concerned with the overall picture
rather than a discrete item.
Although the techniques have their own merits, each
one of them is subject to criticisms. The common
limitation that we can always find among them is the
quantification problem. All the methods require either
the inputs or the outputs or sometimes both to be
measured in numbers. The extent for each method may
differ but no single one can avoid. However, due to the
complexity of nonprofit organizations, it is always
difficult to quantify the things involved. Even if
quantification is possible, subjectiveness still remains.
A comparison among different methods is summarized
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PRACTICES OF VOLUNTARY AGENCIES
IN HONG KONG
Mission of Voluntary Agencies
Hong Kong is a developed city. While we are enjoying the
prosperity of its success, not worrying much about our
basic necessities of living, we are also facing the
consequences of a civilized country. Those are social
problems.
Although the emergence of voluntary agencies is due
to the basic physical needs, the evolving environment has
changed the concern of the voluntary agencies. The
mission of voluntary agencies has evolved from a simple
activity to a complex task. Today, the mission of
voluntary agencies is to provide services to the general
public in order to maintain the stability of the society.
Env ronment of Voluntary Agencies
Hong Kong is a competitive place. Everyone is living in
a competitive environment. If one is not efficient, one
will be excluded from the society easily. This is
extremely true in the business world. If a company is
not running well, it will be taken over by others
quickly. The management team has to be careful.
Although take-over seldom happens in the voluntary
agencies, competition is severe among themselves. In the
27
survey done by the HKCSS, there is almost no single
service that is provided by only one agency. Except some
special kind of services provided to the minority groups,
almost every single kind of social services that we can
think of is served by at least more than one agency. As
of September 1987, there were 191 agency members of the
HKCSS. There is a substantial number of people in Hong
Kong who are receiving the social services everyday.
However, as mentioned in Chapter I, the subvention to
these voluntary agencies is only about 1 percent of the
total government expenditures. Although a fixed basis
has been used by the government to calculate the
allocation of funds, the responsibility is left to each
agency to find the remaining needs. In order to compete
for enough funds, agencies have to have performed well in
the past and will have to perform well in the future.
Not only in a competitive environment, agencies are
now facing a higher demand for good quality. Due to the
economic development for the past forty years in Hong
Kong, people are challenged by the cultures and habits
from different countries. People know how and when to
voice out their opinions. The traditional Chinese style
of keeping quiet no longer exists especially in this
generation. The increased level of education among the
public also contributes to the above. People know their
right in the society and they will ask for it. They will
not just ask for good services but the best services.
For every dollar they spend, they will request a good
return.
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Another aspect happened in the society is the
technology breakthrough. This is concerned with the
communications network. Every day everyone is bombarded
with mass media. Television, radio, newspaper, magazines
are around us. Information is communicated so fast and
so efficient that we can hardly escape. Any faults done
by the agencies will be known to the whole city very
shortly. Therefore, agencies have to be careful in order
to maintain their reputation. On the other hand, if
agencies can make use of the communications network, they
can have advantages in raising funds.
In summary, voluntary agencies are now working in a
more difficult environment than before. The society is
more complex. People are more complicated. In order to
succeed, voluntary agencies have to maintain a good
standard of performance.
Present Services Provided by Voluntary Agencies
As mentioned in Chapter I, there are five main groups of
services providing to the public. Moreover, the services
can be further introduced in the following details:
1. family service and child care
a. family service
- family counselling service
- home help service
- family life education
b. child care service
- residential home for children aged 0 to 21
- residential child care center for children aged 6
or below
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2. children and youth
- children and youth center
- study/reading room service
- outstanding social work service
- school social work service
- uniformed group
- camp and hostel
3. services for elderly
- community service:- social center for the elderly
multi-service center
- day care center
- hostel service:- hostel
home for the aged
care and attention home








- career rehabilitation service
- social rehabilitation service
- medical rehabilitation service
5. community development
- community problem solving
- organize community groups or service groups




The grouping method is due to the characteristics
of the clients and the kinds of services received.
However, if we look at each service closely, it is not
difficult to discover that there are mainly three big
groups of services: namely, problem-oriented,
program-oriented, and service-oriented.
The problem-oriented services are those services
that help the clients solve problems, such as family
counselling service, outstanding social work service, and
school social work service. The program-oriented
services consist of those services that mainly
concentrate on arranging programs or activities for the
public. These may include children and youth centers,
social centers for the elderly, uniformed groups and so
on. The service-oriented services refer to social
services provided such as home help service, day care
centers for the elderly, rehabilitation services.
We want to rearrange the available services into
these three main groups because we want to clarify the
nature of the services conceptually. According to the
original classification suggested by the HKCSS, it seems
that there are a lot of services being provided which may
cause confusion. The revised grouping can help us
comprehend different services and implement the
evaluation method into the services more easily.
Of course, due to the complexity of the nature, it
would not be easy to draw a line for some of the
services. And it is not worthwhile to do so. As long as
we have the three big groups in mind, we will be able to
have a better understanding.
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Present Scale for Voluntary Agencies
At the present moment, there is no special evaluation
technique being used in the social services. The
subvention to the voluntary agencies by the Hong Kong
government is on a fixed basis. The allocation of funds
involves three dimensions. The first dimension is
concerned with the numbers of manpower required in an
agency. The average salary for a social worker is used
as a basis for calculating the total amount required.
The second dimension is concerned with other charges such
as the administrative costs, and some program costs. The
usual pattern in the past would be used to estimate the
program costs. The third dimension would depend on the
real situation. If an agency has a need and the need can
be justified, funds will be allocated. Performance
evaluation is not used as a means for funding by the
government.
Although the Social Welfare Department may require
the voluntary agencies to submit some statistical surveys
every three months, there is nothing related to the
performance. Moreover, the social workers themselves are
not subject to any specific evaluation technique. All
they have to follow are some explicit or implicit but
quantitative standard. They call it quantitative scales.
Here are some illustrations. For case workers,
they may be required to be responsible for 60 to 70 cases
at one time. Outreaching social workers are responsible
for 45 children and some activities. Each youth center
is responsible for 1,000 youths. Each home for elderly
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has to reach an average occupancy rate.
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In addition to the numerical guidelines, the social
workers are required to prepare reports. For each
individual case, a report is prepared to include all the
actions and results. They call it process recording.
The social workers would then discuss the reports with
their supervisors once every six months. Although this
is a formal assessment of performance, the focus is to
help the social workers review their work and solve any
problems encountered. Control action is seldom taken.
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CHAPTER IV
A SYSTEMATIC APPROACH FOR EVALUATION:
EVALUATION BY TASK
The performance evaluation methods that have been
mentioned in Chapter II are mainly concerned with the
government agencies. Although the function of government
agencies are different from that of the voluntary
agencies, both have some common factors in nature. They
are nonprofit organizations. They use the money from the
taxpayers and they provide services to the people,
normally, free. Their actions directly affect the
interests and benefits of the public. Therefore, both of
them are responsible to the society.
It would be possible to borrow those techniques
used in the government agencies to the voluntary
agencies. However, we cannot simply adopt any one of
them directly. It is because most of the methods focus
on budgeting and management on a broader aspect. They
look at the grand view of the whole picture. However,
this paper mainly directs to the performance of each
social worker as a basis for the voluntary agencies as a
whole. And the most important, each method been
mentioned has its pros and cons.
We do not want to follow every little step of any
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one of the techniques because it is not wise to so so.
Therefore, we consolidate the underlying concepts and
suggest a new method, Evaluation by Task, to assess the
performance of the voluntary agencies in Hong Kong.
Evaluation by Task, as its name suggested, is a
technique used to evaluate the performance of a social
worker in a voluntary agency on a task basis. Its focus
is upon two questions:
1. How do we set our standard performance?
2. How can we improve our performance both in efficiency
and effectiveness?
The Process of Evaluation by Task
There are five basic steps of evaluation by task:
1. Identification of task file. This is to isolate the
jobs into separate task and each task is put in a single
file.
2. Development of task packages. This is to put all
information related to that particular task together.
3. Establishment of task standard. This is to set up
the standard performance of the task.
4. Evaluation of task actual. This is to record the
actual performance in details.
5. Comparison of standard to actual. This is to study
the variances raised from the comparison.
The process is illustrated by a flowchart in Figure




















Identification of Task File
For each voluntary agency, there may be several types of
services involved. Each social worker may be required to
serve a lot of clients or to arrange several programs at
one time. To avoid confusion and to enhance better
control, the social workers have to separate the work on
hand into single task. That is to separate different
tasks into different files. In other words, every
individual task is given a task file.
When identifying each task, some criteria have to
be considered:
1. It is recommended to have the one who is actually
doing the job to prepare the task file because he may
have a better understanding of the actual task involved
and
2. each task should be as small as possible so that only
a single objective is associated with it.
Development of Task Packages
After each task has been isolated and kept in one
separate file, it will be the time to prepare the task
packages. Task packages are the detailed descriptions
of all necessary information about the tasks. This is
useful to help finish the specific task. Each task
package should be composed of:
1. the personal information of the client
2. the social worker/s involved
3. the problems of the client
4. the purpose of the task and
5. the consequences of not performing the task.
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Establishment of Task Standard
After the task package has been prepared for the
particular task and put inside the task file, it is
necessary to set up an action plan. This action plan is
called task standard because it would be treated as a
standard guideline for actions to follow.
When we set this task standard, we have to bear a
few things in mind. Everything put down must be
concrete, specific and realistic. Several steps are
involved:
i. to identify the overall time span for achieving the
overall task
2. to break up the task into several small tasks which
all direct to achieve the overall task
3. to relate each small task with an objective which
helps to fulfill the overall purpose. The objectives can
be qualitative or quantitative. It all depends on the
nature of the task
4. to lay down the actions that are required to achieve
each small task
5. to write down the time that the actions are going to
be completed
6. to associate every small task with costs. These costs
can include money to be spent, the time span to be
needed, and the effort to be required. Do not just put
down quantitative values but qualitative factors should
also be included. Budgeting for the monetary cost can
use a zero-base or an incremental basis. This is to make
it as flexible as possible in order to meet the different
nature of social services and
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7. finally, to write down the date of evaluation.
The task standard is an important step in
implementation because it is a schedule for actions. It
will also be used as a standard for future comparison and
evaluation, it should be objective and fair.
Evaluation of Task Actual
When performing the actual task, we should follow the
action plan put down in the task standard. Of course,
reality would not always allow the actual to happen as
the same as the standard. This is why we have to monitor
the actual performance very carefully. Every detail in
the actual action should be recorded in a similar way as
in task standard. This is essential because if we can
do it carefully, we can compare the actual results with
the standards easily and accurately.
Comparison of Standard to Actual
The final step of the Evaluation by Task is to compare
the actual results with the action plan. Although it is
assumed to be the last step, it can be done after the
whole task has been finished or at the time the task has
been performed halfway through. There is no absolute
answer for this since it would depend on the time needed
to complete the whole task. If the time is not too long,
then we can wait until the end in order not to spend too
much effort. The result of evaluation can be used as an
improvement for the next similar task. If the time
needed to finish a particular task is long, say, two
years, then it- is better to have evaluation at a fixed
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interval, say, every six months, so that an earlier
feedback can allow control to be taken for further
actions.
When we compare the actual performance with the
standard, we should look at the task step by step
closely. Any variance, whether favorable or unfavorable,
should be identified. Favorable variance may arise
because of two reasons. One is that the social workers
really do a good job. The other suggests that the
standard is set too loosely in the beginning. On the
other hand, unfavorable variances may be resulted from a
tight standard or poor performance.
The above reasons only give some general
explanations of variances. They are not exhaustive. The
environment is complex, so different factors may
contribute to the variances. We have to identify the
reasons carefully. According to the reasons, we can take
some actions to correct the unfavorable variances and to
make improvement.
Illustration of Evaluation by Task
In order to explain the above technique clearly, a case
happened to a school social worker is used to illustrate
the steps in the process. The information of the client
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is actually taken from a real case. The client is a
secondary student who does not pay attention in class and
is therefore referred by her class teacher to the school
social worker.
Normally, ,when a school social worker receives a
case, his main duty is to help the student solve the
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problems. Through counselling, a school social worker
expects to change a student's behavior. Sometimes he may
arrange some programs to facilitate the counselling
work. Or he may visit the student's family in order to
understand the student's background.
At the present moment, the school social worker has
to write down what he has done in a report form.
Although the school social worker can talk to the
supervisor whenever questions arise, he is only required
to discuss formally once every six months. The report
would be the main source of information of his
performance. I t is difficult to judge whether he has
done a good job because the report is only a
post-action recording.
However, if we use Evaluation by Task, the school
social worker would be required to plan ahead what he
wants to do, when he will do it, and the costs he needs.
When he is requested to fill in the forms illustrated in
Appendices 1 to 4, he will have the overall picture of
his own actions. The comparison can be used by his
supervisor as an evaluation of his performance.
Now let us go back to the case that has been
mentioned in the beginning. When the school social
worker receives the case from the class teacher, he will
identify it as an individual task. The first step is to
open a new file for that particular student.
The next step is to prepare the task package. As
mentioned before, this includes all the necessary
,information associated with the task. The school social
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worker has to fill in the task package and to identify
the problem associated with the student. A correct
objective should be developed for solving the problem. A
task package for the specific student is illustrated in
Appendix 1. Since we do not want to disclose the names
of any related persons, we would just put down the
necessary information.
After finishing with the task package, the school
social worker has to set up his schedule of actions.
That is the task standard. In this process, he should
break up the overall task into small pieces such as
building up a friendship with the student or having lunch
with the students. The school social worker has to be
cautious in filling out this schedule and he has to be
realistic and reasonable. At the same time, he has to
put down a date for evaluation. An example of the task
standard for the particular student is illustrated in
Appendix 2.
Then it will come to the actual work. The school
social worker must follow the schedule of actions that he
has put in the task standard closely. For every action
he has taken for that particular task, he has to record
it in the task actual. The form for task actual is
illustrated in Appendix 3. Actually, it is similar to
that for task standard because they are used for
comparison.
The details in Appendices 2 and 3 are only
hypotheses. This can be used to illustrate the method
,suggested in this paper clearly in a way that we may know
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how to make a comparison.
Finally, on the evaluation date, the supervisor and
the social worker can get together and compare the two
forms of task standard and task actual and identify
the variances. A thorough study is made to identify the
reasons. Control actions are then to be taken. A
schedule of comparison is prepared in Appendix 4-
Since the nature of social services is different
from one kind to another, it does not require all social
services to have the same kind of formats as shown in
Appendices 1 to 4. We encourage variations in the
presentations in order to meet the different
requirements. However, the same concept should be borne
in mind when applying the method in different services.
Considerations of Evaluation by Task
Evaluation by Task is not just an evaluation technique
applied after actions. It is also a planning process for
actions. So, it requires a commitment from the beginning
of the task to the end. Several aspects have to be
considered:
1. The trust from the supervisors. Since Evaluation by
Task suggests the social workers to set the standards
for the tasks they are responsible, their supervisors
have to trust them so that the social workers have the
autonomy to complete the tasks.
2. The willingness to plan ahead. The process of
Evaluation by Task requires a detailed description of
an action plan,. This asks for the social workers'
willingness to plan for a sequence of actions from the
very beginning. I t may require more work than usual but
the plan can be used as a control.
3. The cooperation from the social workers. Evaluation
by Task requests a detailed description of every actual
action. It needs a high commitment of doing so and
sometimes the job would be quite tedious. Therefore,
only if the social workers are willing to do so, can the
method be successful.
Although the implementation of Evaluation by Task
may need more effort than the original practice in the
voluntary agencies, it is worthwhile because it
incorporates planning and evaluation together. It can be





The major purpose of this paper is to suggest a new
performance evaluation technique for the voluntary
agencies in Hong Kong. It aims to manage a better
performance, to control variances and to make improvement
if necessary. By assessing the efficiency and
effectiveness of the social workers, we can know the
overall performance of a voluntary agency. If the
social workers are productive, the voluntary agency that
they belong would also be productive. If the social
workers do not perform well, the voluntary agency will be
highly affected.
The importance of performance evaluation has been
suggested because of the limited funds and the benefits
of the recipients of the services. We know that it is
essential to control the performance of the voluntary
agencies under a competitive environment in Hong Kong but
we also find that it is difficult to apply a fair
judgement due to the nature of the social services. The
outputs of the services are so intangible that it is
almost impossible to associate dollar values or numerical
figures. I t is not easy to calculate the real costs of
the inputs either. We can calculate the salaries of the
social workers,or the expenses for different programs but
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we cannot value an individual's extra time or effort.
Although a few measurement techniques have been
suggested and implemented in the government agencies in
the past decades, each one of them has its own
considerations and problems. This leads to the demise of
one following another. We cannot simply apply any one of
them into the voluntary agencies. However, the concepts
suggested from those techniques are worth taking and
therefore, after consolidation, a new method, Evaluation
by Task, is suggested.
Evaluation by Task aims at future performance
improvement but it also serves a purpose to guide the
actual actions. It does not mean to control the
performance rigidly because we understand that the nature
of social services can be creative. But we hope that
planning ahead can lead to a. better performance in
reality.
I have talked to four social workers concerning the
Evaluation by Task. One has worked in a rehabilitation
center for ex-drug addicts. One is now working in
schools. The other two are working in youth centers.
The first two social workers have to face more
problem-oriented services while the other two work with
more program-oriented services. They agree that a good
plan can enhance their actions and a good evaluation
method can- improve performance. However, they have
raised up some difficulties.
First, the work load is heavy. Nowadays, a social
worker is responsible for 60 to 70 cases but in reality,
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he may be required to take up more cases than that.
Being a social worker, he would be more willing to
contribute his time in helping the clients rather than
preparing the paperwork. Second, the clients may
change. This is especially true for the case workers.
The situations of the clients may alter so much that the
social workers are unwilling to commit themselves to a
long-term planning. They think that it would just be a
wastage of efforts. However, they say that it would be
good to apply the Evaluation by Task to group
activities which last for a shorter period.
Third, the social workers believe in their own
professionalism. Since they have worked their best for
the benefits of the clients, most of the social workers
do not like to be constrained by some measurements. They
believe that the social services do take a long time to
see the results. It would not be fair to judge their
performance within a limited time period. Fourth, the
social workers admit that their work is a kind of
relationship between people. The success or not cannot
be easily written down by words. When a client's
behavior is improved, in most cases, it can be felt by
the social worker but it is difficult to describe
concretely in writing.
For the social. workers whom I have interviewed,
they all devote to their work wholeheartedly. They are
initiative in thinking ways to improve their
performance. Therefore, whether their work are evaluated
is not their concerns. However, from the management
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point of view, it is necessary to have a control on the
subordinates' performance so that good services can be
ensured. Without the cooperation of the social workers,
the evaluation technique will never work no matter how
good it is.
It is true that there are always pros and cons in
every technique. However, we believe that if we can
adopt the right technique on the right agency
efficiently, the benefits would always outweigh the
costs. Better performance can always be achieved.
APPENDIX 1
Task Package
Personal Information of Client:
Name:












School attended:Fung Kai No.1 Secondary School
Name of Social Worker
Referred by Class teacher
Date of Reference Jan 16, 1989
Problems: No paying attention in class;
bad resnets of the tests
Task Purpose: To improve the client's attitnde
teward study and to teach the client how
to study
Consequences of Not Performing Task: The client's
resnets will become worse and the client
will be finally disnissed from school
APPENDIX 2
Task Standard
When to finish the task:In the middle of April,1989








































































When the task is finished:
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1989
APPENDIX 4
Comparison of Standard to Actual
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